


Problem solving and decision making at Gulshaan Restaurant


 
Introduction:

In this essay I will be taking about a problem that I identified in my restaurant and what steps I carried out to tackle this problem and how I found the solution to resolve the problem. The problem had begun about eight years ago, when my business was beginning to make less or no profits for a long time. We came to a situation where we had to analyse the whole situation and asses every thing and everyone that was involved in the business, from making the food to serving the customers.

Background:

The restaurant was making no profit for a very long time, this instigated me to begin to carry out a lot of observations on my staff so that I can find out the root cause of the problem behind the losses. I carried out several observations on my kitchen staff and tasted the food they cooked. I had found from this that the chef wasn’t cooking fresh food every day, I found that the chef was cooking food for a week and then leaving the food in the fridge. I began to study the market and customers, and understood that good quality food is needed in order to gain customers and profit for the business. Also, this meant creating a brand that represents me and my family, thus quality was vital. 
Another issue I’d observed was the décor and branding of the business, which I believe is key in drawing customers. The menu styles, table clothes, and even the name of the restaurant began to feel very outdated and similar to other restaurants. I decided that it was time to rebrand the whole business, and create a unique brand, which hadn’t been done before. 

In order to tackle a problem, it is very important to be able to identify that there is a problem with your business model to begin with. In order to be able to work your way into a profitable business, it is important to identify what the problem is. The restaurant that I was running was a traditional Indian cuisine based in Kentish Town, in North London. I recognised that the business was beginning to underperform. We were not making as much profit. Now, it is very easy to identify that the business is not doing so well, but alongside of this it is crucial to define and pin down the reason for why it is not doing so well, as the reason behind my restaurant not doing so well could come down to factors such as customer service, inadequate food, wrong target audience, poor marketing, unreasonable pricing or many other factors. In order to recognise what the problem was I had to research and look at the market around me, on factors such as how the industry of Indian cuisine was operating. In addition to this it was very important to recognise how business these days were operating, if marketing strategies have changed for businesses, if there were new innovative ways to reach your target market. The bloom of the world of social media has influenced marketing heavily, 76% of businesses use social media as a platform for marketing their businesses. It has become a much easier way to reach target markets. 
(Social Media Today, 2014)

In regards to my business I identified that it was not making as much profit, this problem was defined, which was that the marketing strategy that was being used was poor. I had to now investigate this problem. We were not up to date with the platform of advertisement being used. There was no set target market, which is very important for all businesses. A target market is a group or type of individuals who share similar needs or characteristics that a business would hope to meet or provide a service for. The service would have to be appropriate for that particular set group. Identifying who your target market is enables the business to progress and develop with effective marketing communication strategies. It enables you to focus on your product and make it the way that the user would appreciate it. Not all businesses have the resources to reach all markets with their products, especially small businesses, hence why focussing on a particular market enables the business to provide quality products at the correct marketing platform to reach the right audience, and thus making profit. 
(Small Business Today, 2018)

In order to tackle this problem is was very important to set a number of objectives, that were SMART, so they had to be objectives that were specific so exactly what needs to be done, measurable which is how much change is expected to be made, they should be achievable, realistic and time-phased. It is essential that objectives that are set are attainable and something that can be done within the given time frame. It should be like a step by step task that would enable the business to get to its end goal.

The importance behind setting these goals is that the change that the business is going to go through is backed up by hard evidence and not just opinions. The owner should have done research on the current market, using reliable sources; it should not just be based on what the owner feels. 
 
There are a number of business plan models out there, I have used PESTLE and SWOT to analyse my business. 

PESTEL Analysis:
Political – to what extent does the government involve itself with the economy, so this can be government policy, political instability and stability in the overseas market, tax policy, labour law, environmental law and trade restrictions.
From this list it can be seen that the government does have an influence over how businesses run, businesses need to be able to respond appropriately to government legislations that would affect their business.
So for my business I would have to abide by labour law, tax law, ensure that I am keeping an accurate record of my income and expenditures in order to ensure that I am not paying too much or too little in tax. I would have to abide by labour law and ensure that my employees are not working more than the EU regulated hours which is 48 hours a week. I would have to ensure that my employees are being given their allocated breaks, entitled annual leave, and other leave such as maternity, sick pay etc. 
(Gov, 2018)

With Brexit coming up this may affect foreign trade, this may affect my business especially if my products are coming from abroad. 

Economic – this plays a significant role in how a business is performing financially, whether they are making profits or losses. The factors involved in economic are; economic growth, interest rates, exchange rates, inflation. Economic factors can be put down to two types, these being macro-economic factors, so this is the management of demand in any given economy. Then there are also micro-economic factors which are regarding the way that people spend their income. This in result has a large influence on business to consumer businesses in particular.
With my business factors such as inflation, expenditures all make a difference on the business. If the wholesale price becomes too expensive, then it would be difficult to make a profit within the business, because with running a business we have to take into consideration other costs such as rent, bills, wages, tax etc. 

Social – this is also known as socio- cultural factors, this is factors that influence the audience, a shared belief or common values that the population have. This could include factors such as population growth, age distribution, health consciousness and career attitudes etc. factors such as these are very important as it will impact on how the business owners understand and can respond and provide a service to their consumers.
For my business in particular, socio-economic factors would influence my business, as people have become more health conscious over the years. Also, people in London are very fast paced, they like quick and convenient, which is why there should be an option available for this category of people. 
(Professional Academy, 2018)

Also there are people who live different lifestyles such as vegetarians or vegans, in order to promote the restaurant as open and friendly to people with this kind of diet it is important to provide them with vegetarian or vegan friendly dishes. 

Technological – this has grown very fast over the last few years, technology has become very advanced, and it’s quick and convenient for consumers to use. A majority of young population are habituated to using technological products. The use of technology does influence the way businesses market their products. Technological factors affect marketing strategies in 3 ways: when there are new ways of producing goods and services, there are new ways of distributing goods and services and if there are new ways of communicating with target markets. 
With my business this would apply to factors such as people nowadays have begun paying with their phones on bills that are under £30. Therefore, a change like this would require my business to update itself on how we allow customers to pay, as we want to ensure that our system is convenient for our customers. People heavily rely on and use technology now, they use apps such as ‘just eat’, when taking this into account, it is wise to say that advertising using this medium would be beneficial to my business as they are more likely to come across my restaurant using that app. The app allows customers to input their location and choose the type of cuisine they prefer therefore directing the right clientele towards my business. 
(Just Eat, 2018)
 
In fact, technology plays a very big role in influencing success most businesses today. For example, social media if a business was not using social media, they would find themselves being left out of one of the fastest growing markets. Although word of mouth is still a form of advertising that is powerful. However, those businesses that decide to opt out of using social media as a means of advertising miss out on a valuable form of marketing. Customers on social media are most likely to share their experiences and pictures. If a customer was to enjoy the experience or the quality food at my restaurant then they are likely to share this on their social media page which is likely to reach their friends, families and followers at a quicker speed than word of mouth. It’s a very simple and quick system, where the click of one button allows them to share what they like with their people. This can provide the business with great promotion and free advertisement.  
(It Still Works, 2018)

Environmental – these factors only came to light in the last fifteen or so. Their importance has increased due to the shortage of raw materials, pollution targets. There is a rise in customers asking that the products that they purchase be created and / or obtained in an ethical manner and if possible from a sustainable source. 
In regards to my business there are many environmental factors to consider, for example with our takeaways; we could delivery in paper brown bags as opposed to carrier bags to promote recycling. And use recyclable or reusable containers for people. 

Legal – the things involved in legal are health and safety, equal opportunities, advertising standards, consumer rights and laws, product labelling and safety. It is essential for companies to be clear on what is and what is not legal in order to be able to maintain their trade successfully. When companies start to operate globally, it becomes a bit more difficult as each country would have its own trading rules and regulations set. 
This would definitely apply to my business, as we have to operate according to health and safety, all businesses need to comply by the rules and regulations of trading and provide equal opportunity to our employees. It is essential that my business operates according to these laws to prevent any fines and to avoid getting sued. As this would damage a business’s reputation and it can be difficult to re-build from a damaged reputation. In addition, following hygiene regulations for a restaurant is very important; if this is not of adequate standard then the main operation of the business could potentially be shut down. 

When I applied my business to the PESTEL model I found that a lot of these factors do influence my business, some in a positive way. Though they do not affect my business drastically, out of all the factors I believe social and technology are the two factors that my business has fallen weak on, these two factors do overlap to a certain extent. My business did not keep up to date with such social changes and technological changes, such as the use of social media. We were very late to implement this and when we did, we did not do this correctly. Factors such as inflation does cost the business, especially when the wholesale price of the product increases you would naturally have to increase your selling price, which sometimes can be very inconvenient to customers, which results in the restaurant losing business. My restaurant has been very good with keeping up with the legal factors, ensuring that all rules and regulations are being followed and abided by. This model helped me by looking into all the external influences on my business, what affects the way we operate and what can contribute to the business performing successfully. 

Then I moved onto looking into completing a SWOT analysis for my business.
Business are successful due to making the appropriate decisions, therefore how an individual decides to analyse situations and decides to react is important. The SWOT analysis gives an individual an understanding of their own business. This evaluates strength, weakness, opportunity and threats. It allows the business to identify and overcome their challenges and pursue their business with a new strategy plan. 
(Business News Daily, 2018)
 
SWOT Analysis:

Strengths – 
When doing this I looked at this from an internal angle and from how my customers and my target market may think. Strengths would highlight the positive aspects of a business. These factors are under the control of the business owner and it is up to them to decide how to use these factors to the benefit of the business. Strengths are seen as an internal feature and the positive parts of the business.


Weaknesses – 
Weaknesses are also internal features that are within the control of the business owner. Even though these factors are within the control of the owner it still plays a part in the business not performing to its optimum level. It will act as an obstacle to the business doing well and give the businesses competitors an advantage over the other business.  

Opportunities – 
This is an external factor. External factors would be beyond the business owners control; however we are able to look at opportunities in a positive light. As this will look at the potential of the business, what it can do to improve its image and/ or performance. This allows the business to make manoeuvres that will aid in the business progressing.  If this task is completed appropriately and full advantage is taken of the opportunities available then the business is very likely to begin to do very well and make a massive improvement. Opportunities can come around due to many different factors. For example there could be a new trend that people are following that could be fashion, cuisine, type of food, technology etc. especially due to the rise in use of social media, people can easily follow the preferences of celebrities. 

Threats – 
This is also an external factor, and it is what is likely to put a business’s marketing strategy at risk; the entire business is also likely to be at risk. Hence why a SWOT analysis is performed, to identify possible threats early on, and as this is an external factor, it is something that the business owner will have no power over. However, it is something that the owner can strategize and prepare against, so that it will not affect their business or that it may not affect the business so drastically.
Different factors will affect businesses according to the type of business that they run. The owner of the business may not be able to stop these but they can either have a protection plan or use the strengths of their business to help continue the progression of their business. These threats can be categorised as either “seriousness of harm” or “likelihood”. 
One of the most significant factors with the SWOT analysis is how the owner of the business applies these strategies into the business and puts it into action. Writing up the strengths, weaknesses, opportunities and threats of the business would be completely useless if the owner has no idea how to apply it or is unable to put it to good use within the business. Therefore it is very important that when SWOT analysis has been completed that the owner puts it all into action. It is also essential to decrease the weaknesses of the business, or even get rid of them completely. With this, and addressing any threats posed to the business should allow the business to progress very well.  
(Pestle Anaylsis, 2015) 

Once I understood what the SWOT analysis was used for and I was prepared to make those differences to my business by implementing my findings, I carried out the assessment. So for my SWOT analysis I found:

S – My business is located in a very busy area; it is also opposite the train station which is usually busy with commuters. The advantage is that many people pass the restaurant on a day to day. The area is a mix in regards to age and socioeconomic backgrounds. The location is also a bonus because there are work offices nearby and a few schools. It is on the main road which is a great location. 
The restaurant is able to provide people with sitting facilities if they wanted to dine or lunch in; there is also the option for people to order a takeaway.
The restaurant has been running for a very long time so the local community are aware of the restaurant, it is familiar to them. Therefore there may be a sense of trust with the business. 

W – The business lacks capital being invested into it, there are huge refurbishments that could be made to make the place look for modern and trendy so that it can suit the time that we are in. The restaurant logo and décor looks like no effort or love has been put into it. It doesn’t have a target market, which makes it difficult to market out to a specific audience; it may become more general and appeal to less people. There is no incentive for those customers that have maintained their loyalty towards the business. The technology that is being used within the business has not been updated, ways to take orders, or the cashing machine, the way that the business is operating and managed requires that the owner be on the premises at all times. There needs to be a stronger security and anti-theft system in place. Profit and losses need to be calculated using a technological device and not pen and paper, it should all be going on a spreadsheet and stored and used for future figures and records. Also, as mentioned from the PESTEL analysis of social, if a business is not on a social media app then they are losing out on huge amounts of marketing opportunities. My business is not on any social media app, which is not good at all, especially given that the business is located in a great are. The marketing strategy is very weak, as effective mediums are not being used, a specific market is not being directed at in regards to advertising.  The quality of the food can also be questioned, as people have sent back complaints on occasions, therefore this is something that needs to be reassessed. It had also come out of my investigation that the food that the chef was cooking was not fresh. He was making food for the week and then using that to supply to customers. Therefore, this required me to question the chefs integrity towards his work. It is very important to provide customers with the best supply and service, for which in return we get their loyalty, and a customer’s loyalty plays an integral part in a businesses success.   In addition to this, there is a similar cuisine on the same road; therefore, this doesn’t really make my restaurant unique. 
The staffs are not well skilled; chef requires further training and the waiters are not well trained or professional. We also only have male waiters; it may be advantageous to consider bringing in a female waitress to promote equality and for the comfort of any other customers such as female customers who do not feel comfortable interacting with a male. 

O – The location boasts plenty of opportunities for development, especially with my restaurant being one out of two in the area that provide Indian cuisine. Therefore there is plenty of opportunity to provide a different experience for the customer in comparison to the other restaurant. In addition, to this great location, it provides a fantastic place for advertisement. If people are aware of the restaurant and what sort of food and experience they provide, people are more likely to go to eat at the restaurant. 
Due to the location, fantastic place for advertisement as it will be seen by many people. This could also mean handing out leaflets during rush hour or provide free sample appetizers on a tray outside the station; these could be methods of marketing used to get people to become familiar with the restaurant. 

T – There are competitors who provide the same cuisine on the same road, hence taking away the unique factor from my restaurant. There is also the concern for suppliers increasing their prices which would in result mean the increase on price on the menu, which could also lead to potential losses. There is also the threat of government policies changing in regards to tax. 
(Mind Tools, 2018)

Based on these assessments it was evident that many things needed to be changed, so we begun addressing each issue and improved on our marketing strategy, staff training and technological update. One these changes were implemented we monitored our performance by getting customers to provide us with reviews. I also monitored whether we were making a profit, we had begun to do really well as we were now connecting better with our customers. By reaching out to them appropriately and providing them with a service and products that suited them. 

Conclusion: 

Based on this and all the assessments that I had carried out, it can be seen that there is plenty of room for improvement and progression. There are many areas that need to be addressed. It can also be seen that there are a few useful tools out there to assist businesses with successfully turning their businesses out. Once these assessments are carried out, it is essential that the business owner carries out the tasks. However, as stated initially, that it is crucial for the owner to identify a problem in order to address it and run his business successfully. 
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